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The Teacher ,
as a Modern Manager
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Whenever a product is produced or a service rendered,
those who do the actual task are called workers. Those
who tell the workers what to do and often how to do it are
called managers. Although it would be natural to consider
teachers managers because they tell students what to do
and how to do it, most teachers see themselves more as
workers. This point of view is shared by school administra-
tors and most of the general public. This is because we
tend to look at students not as competent young people
responsible for their own education, but as helpless, uned-
ucated raw material who need the direct effort of a
teacher if they are to learn anything at all As-aworker,
_it becomes the teacher’s responsibility. much more than
:mthme student’s to make sure_that students learn.
- Teachers are also con51dered managers at least to the
extent that they direct their s students and use. their power
~ to reward or punish_ them to try to get them to follow this
— erectlon As managers, they rarely go beyond this tradi-
tional managerial role of direct, reward or punish. Most
teachers have given little thought to what managers
might do that goes beyond this traditional concept be-
cause they perceive themselves much more as workers
than managers and workers don’t spend much time think-
ing about what managers can do. Until they begin to see
themselves solely as managers and their students, not
they, as workers, there will be little change in the amount
of effort that most students now make in school. If we
want more students to work, teachers must begin to see
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themselves as modern managers, an expanded managerial
concept explained in detail in this chapter.

Once a.teacher-begins to consider abandoning the
worker role altogether;she will want to learn what she can
do as a manager which goes far beyond. the traditional
concept of direct, reward.and punish. For example, unlike
traditional managers who spend little time worrying
about whether the working conditions are satisfying, mod-
ern managers spend a lot of time structuring and restruc-
turing the workplace to make it more satisfying because
they believe that satisfied workers are much more produc-
tive.

As long as teachers see themselves mostly as workers,
they will not accept the idea that it is their responsibility
to restructure their teaching so that it is more satisfying.
And to the limited extent that they now see themselves as
managers, they are reluctant to give up the traditional
way to manage because it does promise a lot of power. In
practice, however, most teachers are well aware that it
doesn’t deliver on that promise. It is hard to feel powerful
if at least half your students are paying little or no atten-
tion to what you are trying to teach, whether you are
working or managing.

Most teachers (and parents), however, are not looking
for vague new managerial concepts but for more tangible
power, especially more power to punish. Led by s-r the-
ory, they believe that with enough punishment students
can be made to work and follow rules whether they want
to or not. What teachers find especially hard to face is that
even with the power they now have to threaten students,
and in most schools to back up these threats with deten-
tion, demerits, notes to parents, corporal punishment, sus-
pension and, above all, failure, at least half the students
still won’t work.

Schools cling to these ancient “stimuli” and look for
more, not only because they do not know what else to do,
but because punishment does seem to be effective with
the half who are already working when they occasionally
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get out of line. And since most teachers were in the work-
ing half when they were in school, they believe in punish-
ment because they “remember” that it frightened them.
They fail to realize that they, like students who are work-
Ing now, were rarely punished because they saw the value
of school and worked. If they got out of line, a word of
warning would have been as or more effective as any
threat of punishment.

When those who didn’t work were punished, they
usually dropped out and we didn’t miss them .JLoday, even
in the face of many threats.and much pumshment many
of the nonworkers stay in school. because their friends are
there. As members of the identity society, they pay little
attention to threats or punishment: They are far too young
and too secure to be convinced that their teachers can
hurt them or that they won’t survive without an educa-
tion. To become more effective, teachers should give seri-
ous thought to restructuring the way they teach to some
variation of the learning-team model suggested in the last
chapter. This model, however, demands that they give up
most of their traditional worker role for the new role of
managing the learning-teams. To do this well, they would
be wise to make an effort to learn to be a modern man-
ager. |

.~ Qnce they become familiar with this new managerial

'A\rolemmmore in charge as they are
riow, and in giving up the worker role, they will be more
cemfortable because-they will see that they are not re-
spoﬁs1b'[é for students who do not want to learn. But the
more they act as facilitators, resource people and coaches,
thie more they will find that the students in learning-teams
take much more _responsibility than_now for their own
educatIOn"Teachers who are willing to make an effort to
learn this new and much more powerful manager role will
also find their jobs easier because as students begin to
work harder, their work load will be substantially re-
duced.

The most difficult task for teachers who are trying to
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lQaln_t nage learning-teams is to understand the dif-
ference betweenN modern manager, who is w1lhng to
share power and is always on the lookout for better ways
to do-this, aﬂéaaadztzonal ‘manager. who never willingly
gives up any power a and is always looking for more. This
seemingly simple distinction is not simple at all. It is the
core of why so many students are failing to learn, just as
it is central to the widely publicized financial difficulties
that so many American businesses are struggling with
today. This is brought out clearly in the first of a series of
articles on business entitled “Restoring America’s Com-
petitive Edge” (The Los Angeles Times, November 27,

1985). To quote from this article:

Having risen from bread kneader to chief executive of
the Campbell Soup Co., Gordon McGovern in 1980 in-
herited a company truly in the soup. . . . If Campbell was
to survive . . . McGovern says, “We had to get the com-
pany fractured up into small businesses. put people in
charge and tell them to get busy.” Like Campbell, hun-
dreds of America’s large corporations have been forced
by external pressures into an urgent reassessment of how
they do business. . . . “You can’t do business these days,”
asserts General Motors Chairman Roger B. Smith, “the
way you were organized before.” Behind the giant doors
that house some of the country’s most staid and powerful
businesses, a revolution is in the making. The anatomy of
the big American corporation is being redesigned.

In the past, these companies, like schools which are di-
rected by superintendents and principals, were run the
traditional way—strictly from the top. Lower managers,
like foremen, had little power beyond the power to
threaten. With the rise of unions and laws to protect work-
ers from threats, this power became minimal and lower
managers—even many middle managers—began to con-
sider themselves much more as workers responsible for
taking orders and doing a job than as managers whose
responsibility was (in McGovern’s words) “to put people
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in charge and tell them to get busy.” As businesses have
been forced by losses to take a look at how they are struc-
tured and how they distribute power, schools are also
being forced by student failures to do the same. Unfortu-
nately, what is being recommended to the schools is ex-
actly the opposite of what is coming from the boardrooms
of corporations.

The Nation at Risk report, which echoes the senti-
ments of many educators and parents, recommends that
less power be given both to teachers and students to de-
termine what and how to learn. Business, on the other
hand, is increasingly moving to give more decision-mak-
ing power to lower-level managers and even to workers.
Managed by teachers, the small learning-teams that I rec-
ommend in this book follow closely what many businesses
are now attempting: Redistribute the power to get more
productivity. In schools more students will be working
and learning. Certainly if business has rediscovered what
has been known for centuries—the more that people have
power over their own destiny, the harder and more crea-
tively they work—it is time for schools to make this “dis-
covery’ too.

At the lowest level we think of a manager as directing
the workers who actually produce the goods or services.
For example, in the private sector, it is the job of the
foreman in an auto factory to direct the workers who are
building the cars; in a bank, the chief teller directs the
tellers who work at the windows waiting on customers. In
the public sector, it is the mail supervisor who directs the
letter carriers, and in school we tend to think that the
principal directs the teachers who are analogous to the

\[L"letter carriers in the post office.
The problem with this widely held belief is that it is
inaccurate and its inaccuracy is deleterious to productive
learning. To increase the productivity of a school, it is
better for the principal to act as a middle manager and for
the teachers to act as managers also, perhaps, analogous to

! foremen. The students are the workers who produce both
vii" 5




The Teacher as a Modern Manager 85

the goods.and services of the school. The finished goods(c\if“--

a school are stu ents who start uneducated and finish as

knowledgeable in either academics or vocations. The
major services of.a school are athletic events, concerts,
plays, the school newspaper, the yearbook, etc. That stu- |
dents also learn as they play football or act in a play is
obvious, but few students learn enough to classify these
services as goods. By this I mean that as talented as many
are, very few will become a good enough finished product
to make their living in these fields, and no school board
would consider cutting academics or vocational training
to make more room for athletics, drama or music. -

If a teacher begins to try to act less as a worker and - 77

mord &5 a modern manager, she should e aware that in
thg_Beg'i'fl"ﬁ‘i‘I—fg_éﬁéfi"sf’lki"kely to be very uncomfortable in this
unfamiliar role_This is mostly because she has to accept
the hard fact that many managers at all levels find frustrat-
ing: She has no direct power to get a student to learn.
Students, like all workers, will only work hard if they see
that there is some benefit for them to do so. It is up to the
niATEEer fo higure out how to structure the job so that they
can_see-this-benefit... | -
ILet’s take a look at auto workers for a moment. We
know their work is even more routine than any student’s.
However, they will not sand smoothly or assemble well
unless their job has been structured by their managers in
such a way that they can see that they have some power
over their destiny_Theyare not “living machines” to be

ordered about and d_i‘sw_cmah_gg@_d,when_t_bgz&dq not perform. .

They want thecorporation to succeed and will work hard |
if thei D ey believe wil help

thg/cg_rg_p_a_r;y_ﬁtagsuccee,d,,NUnlike a corporation that must
compete successfully or go bankrupt, as yet schools do not
have to compete. They continue to be funded even when
half or more of their students are not learning. How long
this will continue I cannot predict, but if I were a teacher
I would be very concerned about the low productivity of
even our “better” schools.
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Teachers who see themselves as workers tend to be
unconcerned with their school’s productivity and its abil-
ity to compete. The fact is, however, that schools have to
compete, not only with private schools, but also with
whatever is in the minds of politicians and taxpayers for
what a good school should be. The Los Angeles Times
(November 30, 1985) had a major story about three small
Oregon communities that have closed their schools (tem-
porarily, they hope) rather than pay more taxes. The
politicians say that there is nothing they can do, but the
taxpayers, only one third of whom have children in school,
say the schools are not doing a good enough job to get
their support. In a sense, these schools have gone tempo-
rarily bankrupt: The industrial comparison is not as far-
fetched as many teachers want to believe.

Many public colleges, to keep their funding, are being
forced to compete to attract enough students, and many
parents are sending their children to private schools be-
cause they think these are better than public schools. If
enough parents do this, they become a political force and
pressure the government to pay tuition directly or in the
form of tax benefits. There is already pressure in this di-
" rection, and if this movement gains momentum, it could
change public education in ways that are difficult to pre-
dict. But one thing that would surely happen is that teach-
ers would lose almost all the bargaining power for salaries
and benefits that they have struggled so long to gain.

If teachers can accept the new role of manager that I
believe will lead many more students to work harder in
school, they still have the difficult task of finding out ex-
actly what that role is and how to do it well. As our leading
corporations are discovering, we have few good mana-
gerial models in the United States. In fact, compared to
the distressingly high output of shoddy goods and unsatis-
factory services produced by our high-wage commercial
sector, many of our schools are not doing that badly.

Industrial experts who have studied the problems of
low productivity all point to the same basic problem:
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There is nothing inherently defective in the American
worker (or, I claim, the American student). What is lacking
is effective management. Teachers, therefore, cannot look
to the private sector or to other public sectors for many
models of good management, but these models do exist
and much can be learned from them.

Albert Shanker, the president of the American Feder-
ation of Teachers and a recognized expert on education,
has put a lot of thought into school management. In an
article entitled “The Right—and Wrong—Ways to Im-
prove Schools” carried as a paid advertisement in The
New York Times (February 3, 1985), he pinpoints school
management as the crucial factor in the future success of
our schools and outlines an approach that should be satis-
fying to both students and teachers. Although his article
is aimed more toward superintendents and principals, it
seems to me to be as much or even more applicable to the
most crucial managers in the schools, teachers.

Rather than paraphrase, I will quote directly from
Shanker, who starts by saying:

All across the country we’re busy trying to improve
American education. How? By applying the techniques
commonly used by American business management—
frequent evaluations to find out who is doing a poor job,
career ladders and merit pay to award the productive
worker and easier dismissal for the weak and incompe-
tent. But will it work? Does it work in the private sector?

There’s no question that attracting and retaining
high quality teachers is indeed very important. If you
don’t have competent people nothing is going to help.
But, even with them, will the schools improve if they’re
managed—by a sort of carrot-and-stick approach to em-
ployees? Before we impose this system on American
schools, shouldn’t we at least listen to the critics who say
that this type of management is what has made American
industry a failure in comparison with our Japanese coun-
terparts?

For over a quarter of a century, W. Edwards Deming
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told American business that unless it changed its ap-
proach to productivity and quality, the economy would
be destroyed. Unfortunately, no one was listening. Dem-
ing had gone to Japanin 1950, invited the 45 top industri-
alists to come to a meeting and told them about his meth-
ods of producing high quality goods at a lower cost. The
story of “Deming’s Way” is told in an article under that
title by Myron Tribus in the Spring 1983 issue of New
Management, a quarterly publication of the Graduate
School of Business Administration at the University of
Southern California. Tribus is director of the Center for
Advanced Engineering Study at M.L'T. and formerly vice
president for research and engineering at Xerox as well
as Assistant Secretary of Commerce for science and tech-
nology.

Within six weeks of Deming’s visit, Tribus writes,
some of the industrialists reported productivity gains of
as much as 30% without purchasing any new equip-
ment. But in spite of the fact that Deming’s way has
worked, American managers travel to Japan, marvel at
the behavior of factory workers, and conclude that it is
something inherent in Japanese culture. The managers
come home convinced that it is not their fault. They
blame their problems on the American workers, on taxes,
on regulation, on the decay of society—in short, on any-
thing except their own management philosophies. .
They do not realize that Deming has developed an en-
tirely new concept of how to manage systems of ma-
chines and people.

In the next paragraph, Shanker describes first the Ameri-
can philosophy of management and then the Japanese
approach following Deming. As you read, substitute in
your mind the word teacher for American manager and
you will get a picture of what goes on now in many class-
rooms that is so unsatisfying to so many students.

What are the different approaches? The American man-
ager aims to run the company as profitably as he can and
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to expand its business. . .. The American idea of a good
manager is one who sets up a system, directs the work
through subordinates and, by making crisp and unam-
biguous assignments, develops a set of standards of per-
formance for his employees. He sets goals and produc-
tion targets for his people. He rates the employees as
objectively as he can. He identifies poor performers and
gives them further education to meet standards, or he
replaces them. He hopes thereby to create the most effi-
cient system possible.

Let me paraphrase the previous paragraph in terms of
- what the average teacher does in the traditional classroom_

e AR W o A

when she attemptsto ac "4t both as a worker rand a manager.
The Traditional Americaty téacher sets up her class her
way, directs all the work, makes clear and unambiguous
assignments, develops the standards of student perform-
ance, sets goals and grades all work as objectively as she
can. She identifies poor students and either works to give
them special help or fails them to get rid of them. She
believes that this is the best way to teach.

Here you can see that if teachers try to act as manag-
ers but use the American managerial model, they will
tend to make the same mistakes that our managers have
made for years and which have dropped us so far behind
the Japanese.

Now let us see what Shanker has to say about Deming

and the Japanese managers who follow his lead:

The manager who follows Deming’s way sees his job as
providing consistency and continuity of purpose for his
organization, and seeking ever more efficient ways to
achieve this purpose. For him, making a profit is neces-
sary for survival but it is by no means the main purpose.
The basic purpose o of “his-erganization is to provzde the
best and. least-cost-(product) for his cusg‘o_nzrs “and.conti-

nuity of employment for his workers. He does not view
the concepts of %7 a“nd least rost” as contmdzctory

e ———
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To paraphrase this paragraph in terms of the teacher who
would manage the new control theory team model using
management techniques suggested by Deming:

) She would see that she had to provide a consistent expla-
\ / nation of the purpose of the subject that she is teaching
& and share with her students the idea that they should
\ think about what they are learning and try to help her to
find the most efficient ways for them to learn. She would
} try to get the best grades on the standardized tests, but
| she would realize that these tests were by no means the
/ main_purpose of what she was trying to achleve She
/ would encouraé??f“ﬂ”’nts to ﬁ_gure out the easiest way
/{ to learn so that ‘they could use their time to learn more.
and would ot think that a student who figured out an
easy rway,.fm; example, to use a _computer, learned less
than students who had expended much more effort to

BN learn the sameé amount. "

N

Now to go on to the next paragraph in Shanker’s article:

This manager, writes Tribus, believes that he and the
workers have a natural division of labor: They are re-
sponsible for doing the work within the system and he
is responsible for improving the system. He realizes that
the potentials for improving the system are never end-
ing, so he does not call upon consultants to teach him
how to design the “best” system. He knows that doesn’t
exist. Any system can be continuously improved. And the
only people who really know where the potentials for
L improvement lie are the workers themseluves.

/ To paraphrase this paragraph in terms of what the new
_ teacher-manager might do if she followed Deming’s
‘ mode]:

She is clear in her mind what her job is and what the
students are to do. She is basically responsible for the
structure of the class and they are responsible to work in
that structure. She is also continually responsible for im-
proving the structure and she believes that it can always

e o



Shanker goes on to say:
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be improved: There is no best structure. But rather than
look to outside “experts” to show her how to design the
unachievable “best” system, she turns to the students
who are working within the system and asks them for
feedback. She knows that more than anyone else they
know how to improve it, but she must set up a method
to hear from them. Then, hy taking some. of their sugges-

tions, she shows them that what they offer has value. In .

this way, more than all}’fhmg,else 's'hg__can do she gives .

them a sense of power and in no way diminishes her own.

Tribus notes that under the Deming approach, everyone
in the system is involved in studying it and proposing
how to improve it, each person spending 5% of the time
doing this. He writes, “The employees will then view the
setting of work standards a dumb idea, since it inhibits
their ability to IMPROVE the system. They will not need
to manage by objectives because they will be engaged in
constantly redefining the objectives themselves, and re-
cording the performance of the system.” And, most im-
portant, workers and managers alike will find that, in
most systems, 80 to 85% of the problems are with the
system and 15 to 20% are with the worker. This is an
important fact to understand, for it frees workers to
speak out without fear, a quality which the Deming man-
ager assiduously cultivates.

{To continue to paraphrase, the role of the teacher in the

i
!

n/'r
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|

|

~ control theory team school would be one in which:

The teacher and the students would engage in a contin-
ual examination of how the subject is taught and time
will be specifically set aside to do this. There would be
a real effort to do away with preconceived notions and
actively enlist the help of the students in working to
improve the process. From the start she would see that
it is the classroom structure, not the students, which is
the cause of most of the problems. Because she does not
see the students as problems, she will encourage them to

{
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speak out. Threats and punishment would give way to
cooperation in trying to get the most out of each course.

Shanker continues:

N

Under Deming’s way, the manager understands that he
needs the workers not only to do the work, but to im-
prove the system. Thus he will not regard them simply
as flesh and blood robots, but as thinking, creative human
beings. No one will have to teach him to be nice to peo-
ple. He will- no,t.,,ﬁ.txy,,__t,g.,.‘me’f-ivate"with--—empty~slogans——
such.as Zero Defects—because workers will be measur- -
ing and counting the defects themselves and helping to
remove them. He will not ask them to sign pledges to be
polite to customers. Nor will he select the “Polite
Trucker of the Week” award. Instead he and the workers
will study the records of repeat orders and ask what they

can do to improve the statistics.
paraphrase:

Temuundevrstam,ihat.,they;need students; there
will be none of | thgjdversarz_gpgwcg«strgggl\e that is so
déstructive in the standard classroom. There will be no
p}wmmmmﬁ;éﬁf&basics” or “‘excel-
lence in education” to try to motivate. Since the students
are part of the process, they will constantly be looking for
ways to improve it. Most important, when any team dis-
covers a new and more effective way to learn, this knowl-
edge will be shared with everyone so that all can learn
more.

Shz;nker concludes:

Deming’s way of management and the Japanese success
with it over more than 30 years demonstrate that im-
proving systems improves quality, even with an existing
work force and existing equipment. Will American
schools adopt the old American business model of train-
evaluate-reward-punish . . . or will they take the path that
enabled the Japanese to swamp their American competi-
tors? Nobody knows, and nothing’s guaranteed. Here’s
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how Tribus described how Deming must have felt over

the quarter of a century that U.S. industry ignored his

warnings: The ultimate curse is to be a passenger on a

large ship, to know that the ship is going to sink, to know

precisely what to do to prevent it, and to realzze that no
. one will listen.

.\F rom this, the final paraphrase is clearly that:

'--m, -

What. 1smoggggdem the schools is not new personnel
or equlgment but a new phllosophy and a new structure™ 4 ™
for using w_hgg we have. To go on the same way with’
more and more students refusing to work is to set a course
for waste and ultimate bankruptcy. Anyone who is in-
volved with our secondary schools can see that they are
headed for the rocks, but will anyone listen long enough

to consider that it is worth trying a different way?
{
.~ To_implement these ideas of Deming’s in a school

i e

throw-fea model makes good SéTise “from

e TS

a management standpomt There may be other ‘models,

but afy model that does not lend itself to the teacher
acting as a | mO(Te;/- n manager who looks for ways to share
her power will probably not work. This should not be
\ difficult to do It should be easier in a school than in- a
\ factory for two 1mportant reasons:.

e

— 1. There is no financial risk. These ideas will cost no more
» than is already being spent for the low productivity we have
now.

2. Unlike a factory, in a school these ideas can be intro-
duced slewly=—elass by class. There is no need to try to shift
the whole school from the traditional model to this or any
other new model until it has been successfully demonstrated
in selected classes.

Finally, the teacher needs to act as a modern manager
beca;;selhe_tmgimonalma.@gementmodel was never de- -
signed for the in- depth learning that is necessary if today’s
students are toescape borédom and relate knowledge to

power_There is no moré*-real power ‘working by yourself

e N

A
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answering workbook questions or getting the right an-
smroblems than there is in attacking
a seam of coal with & pick and shovel. Modern manage-
meént-was developed because in our technical society jobs
are complex and interdependent, and if our learning does
not keep pace, students have little preparation for work
or life.

You can’t tell a single aerospace engineer or computer
programmer either how to produce a good product or to
do it quickly or be discharged because what he does is
dependent on so many others that unless the whole pro-
cess is skillfully managed nothing is accomplished. Even
coal miners now run multimillion-dollar mining machines
whose progress and maintenance is continually monitored
by computer. As you read the in-depth examples of the
assignments given to the learning-teams in the next chap-
ter, you will see that what these teachers are doing is
acting as modern managers. They are not pushing or
threatening; they are thinking of the best way for students
to learn and are facilitating the process by giving as much
power to the students as they can handle and always en-
couraging them to take more. There will be no doubt in
your mind that these students are well aware that knowl-
edge is power and that both they and their teacher enjoy
these assignments. If there is a key to successful modern
managing, it is that both the managers and the workers
enjoy what they do and do it well.



